Leadership is vital for the success of any organization.
The success of any organization depends on its leadership. Although a good deal of research has been done on leadership, it is difficult to say what it is. Recent research classifies leaders broadly into two types: transactional and transforming (Burns, 1978) . In the box alongside, I have sketched the distinction between the two types of leaders in greater detail.
The transactional leader is more common and works within the existing structure of the organization. The transforming leader, on the other hand, is a visionary. He works and embodies the urge for transcendence and inspires and unites people in the pursuit of a lofty vision.
Leadership Qualities and Skills
A leader must possess two personal qualities: empathy and charisma. Both qualities enable a leader to work persuasively on the values, beliefs, and ideas of people who are going to implement and be a part of planned change.
Empathy is the ability of a person to put himself into the other person's situation/position. Without empathy a leader is emotionally blind. He is neither able to perceive nor identify the aspirations, frustrations, motives, and beliefs of his associates. Only through empathy can he reach out to the hearts and minds of others and instil commitment and dedication.
Charisma is the ability to create confidence, trust, and relatively unquestioning belief in others. It enables a leader to focus and mobilize the energies of others toward shared goals. Charisma is specially required during crises.
The qualities and skills of a leader go far beyond cultivating a friendly personality, or applying the sophisticated methods and principles of management/administration, or practising the techniques of human relations. A leader's vital
Transactional and Transformational Leaders Transactional Leader
A transactional leader's concern is with orderly processes and getting things done with minimal emotional engagement. He attempts to solve problems by seeking compromise among people and ideas. He views himself as a conservator and regulator of an existing order that he personally identifies with and from which he gains reward and sense of self-worth (Zaleznik, 1977) . He is primarily concerned about people's roles and not about the people themselves. He seeks to maintain and perpetuate existing processes, orders, controlled organizational structure, and goals (Ibid.). He is the usual manager or executive.
A transactional leader is procedurally rational. He is primarily oriented towards realizing and perpetuating given goals. He relegates rationality to the study of means and definition of rules of behaviour. In this sense, he may trivialize the role and use of human reason.
Transforming Leader
A transforming leader has a compelling vision and a dream about work (Bennis, 1968) . He is willing to question the goals of the organization, not merely perpetuate them. He displays an ability to imagine and visualize purposes and generate values at work. He utilizes the techniques of the pedagogue, the mentor, the exemplar, and the orator toward the creation, shaping, and diffusion of transcendental values and meanings. He is distinguished by his values, vision, and integrity. He creates an environment of ferment which intensifies individual motivation, and engenders innovation and peak performance. He inspires others through his strength of character and convictions. He possesses the philosophical and character values that help him relate the overall goals of an enterprise to eternal values {Ohmann, 1979).
A transforming leader is substantively rational. He uses rationality to identify and formulate goals in terms of larger human values and a creative vision of the future. He uses reason for the recognition and realization of human ideals, potentialities, and larger social ends. function is to visualize and concretize the ethos of values in the work and objectives of the work groups. He has to define and articulate the work goals and purposes in terms of a larger and imaginative vision. He has to impart and sustain a vision in which work excellence, duty, and cooperation of people are seen to be related to his eternal purposes. He should transmute small, selfish, and parochial objectives of individuals into larger social and spiritual goals.
Transcending narrow self-interest and career orientation, a leader has to look at the organization not as an end state but as an evolutionary process towards a desired future.
The essence of leadership can be articulated as under:
• creating a vision for the future • setting an example for others • reinforcing desired behaviour • creating the ideal self-image.
I discuss these below.
Creating a Vision for the Future
A leader creates and develops a vision of the organization's future. He translates the vision into reality through building the organization's culture and integrating it with the organization's strategy. He infuses the culture with the vision of the future. He strives to make the strategy and culture function in a mutually supportive mode. The vision and values of the leader and their diffusion throughout the organization form the basis for this synthesis.
Strategy. The strategy of an enterprise is defined by its product market relationship. It comprises goals, plans, and actions for effectively satisfying customer needs, gaining sustainable competitive advantage through superior quality and performance, and developing and orchestrating the organization's unique strengths and distinctive competence. Strategy aims at getting, keeping, and satisfying customers, and seeks to respond to and create change in the customers' needs.
A leader's role in formulating and implementing strategy consists of amplifying understanding, building awareness, changing symbols, legitimizing new viewpoints, making tactical shifts, testing partial solutions, broadening support, inducing 38 Vikalpa and structuring flexibility, creating zones of commitment, crystallizing focus, managing coalitions, and formalizing commitment (Quinn, 1981) . The role is one of creating, promoting, and orchestrating productivity and performance-facilitating conditions for the people. For implementing strategy, a leader has to focus attention on another important social groupemployees. He has to develop a compatible and supportive organization culture for implementing strategy. A vibrant organization culture ensures employees' commitment to common purposes and shared goals. Through a compatible culture, he nourishes performance, motivation, productivity, and innovation at all levels.
Culture. Culture building aims at motivating and unifying employees behind shared purposes and values and developing their ability to produce or deliver superior performance with expert care. Cultures of organizations, like personalities of individuals, take time to develop and change. In the absence of a strong and integrative culture, high quality of products and services cannot be sustained. Morale declines, attainment of goals diminishes, and the organization decays.
The role and importance of culture in creating organizational excellence has been recognized by Ouchi (19'81) , Pascale and Athos (1981) , Deal and Kennedy (1982) , Peters and Waterman (1982) , and Hickman and Silva (1984) among others.
A leader has to give sustained and simultaneous attention to strategy and culture. Long term success and continued excellence require a synthesis of knowledge-based strategies and valuebased cultures. A leader has to translate them into corporate practice. Without a transforming type of leader, building of strong cultures in organizations may not be possible.
The mutually supportive relationship among vision, strategy, and culture is shown in Figure 1 .
Setting an Example
A leader incorporates spiritual meanings and moral purposes in the day to day work and transactions of the organization. The infusion of meaning and purpose requires the elaboration and propagation of integrative myths, legends, and stories. The myths, legends, and stories illustrate th,e ideas, virtues, merits, and rationale of the aims and A leader's sincere, sustained, and demonstrated personal commitment to spiritual values and productivity coupled with his dedicated and unyielding persistence helps in instilling and reinforcing values and norms among subordinates. Through committed, dedicated, and sustained behaviour a leader sets a mould for others to follow.
A leader has to harmonize abstract and lofty ideas with minute details of actions at the grassroots level. He has to be a master strategist and tactician while planning and implementing the soaring vision of human values, meanings, and purposes. He has to not only arouse enthusiasm and commitment of his people but also translate, channelize, and shape the valued and ideals through the multitude of daily events, activities, and deeds. No opportunity to instil the values and build up the people is too small for him.
Reinforcing Desired Behaviour
A leader uses the mechanism of positive reinforce- Vol. 12, No. 4, October-December 1987 ment for promoting and strengthening his values and vision in the organization's culture. Positive reinforcement is concerned with reinforcing the desired behaviour through monetary and/or nonmonetary forms of recognition. In the initial stages, positive reinforcement can take the form of imaginatively designed and properly managed administrative practices. In order to be effective, positive reinforcement has to be specific and appropriate. It should also have immediacy and should take into account the achievability of tasks and results.
The mechanism of positive reinforcement in organizations needs to be related to the social comparison aspect of people's behaviour. People evaluate their performance by comparing themselves, rather than by using absolute standards (Festinger, 1954) . Excellent companies use social comparison through regular peer reviews, making available information on comparative performance such as of sales groups, productivity teams, and quality circles. They purposefully induce internal competition between groups, sections, departments, and divisions (Peters and Waterman, 1982) .
The basis of a value-based durable productive culture is intrinsic self-motivation of all employees towards work performance. Positive reinforcement and social comparison mechanisms are, however, useful as supportive conditions for fostering a high level of work performance. Lasting commitment to a task is, moreover, created only through facilitative conditions that build intrinsic motivations (Deci, 1972 ). People's commitment to a task is contingent on their belief that it is inherently worthwhile. Commitment, however, is sustainable in the long run only through the values of duty and service. The mechanisms of positive reinforcement and social comparison along with the autonomy of work groups serve to support and strengthen work motivation of people in the short run. A leader must evolve appropriate managerial practices to sustain commitment over longer periods.
Cultivating the Ideal Self-Image
Cultivating the qualities and skills discussed in the earlier paragraphs is bound up with the ideal self-image of the leader. The self-image of a leader is dependent on his conception of the roles and functions, and of the purpose, nature, arid base of his authority over others. It is contingent on his perceptions of human nature, his own personal goals, and the nature and significance of the goals of work and workers.
The ideal self-image of a leader governs his definition of the situations and problems he faces. It affects the way he looks at other individuals, groups, and interpersonal relationships. It determines his perception of personal achievement and organizational success. It clarifies his contexts of good and bad, right and wrong, and just and unjust in terms of the ideals of duty, service, social relevance, and moral purpose. The ideal selfimage determines his capacity to resist the pressures of selfishness, parochialism, and expediency.
The effectiveness of a leader depends on his ability to gain the cooperation and allegiance of others and to alter their thinking and preference structure. He gets the people to drive themselves in the collective pursuit of a stirring vision. He evokes and fulfils a deep emotional need of the people to strive for a higher goal and become part of something larger than themselves. However, he cannot stir others if he lacks a strong personal vision and self-coherence. The diverse parts of an organization cannot be integrated into a coherently functioning whole without the personal vision of a leader.
A leader must fully understand himself before he can work on others. He must understand his own subjective universe of inner meanings, purposes, goals, values, choice, perception of self, perceptions of others, the personal constructs with which he has built his world, the responsibilities he acknowledges and accepts, and the ultimate values of his being and existence. Such a subjective universe cannot be stable ordered and integrated on the materialistic premises of selfinterest, wealth, status, prestige, and power. Its ordering and unifying principle has to come from his spiritual quest for meaning, purpose, and selfactualization in life. It has to stem from his vision of the unity and kinship of mankind insofar as he actively seeks to influence men and their ways. The non-sectarian vision of kinship, however, can ultimately be based only on the premise of man's unity through divinity, that is, the recognition of the common divine heritage which binds and relates all men together everywhere.
Without a profound and unifying image of human kinship, a leader cannot earn the confidence 40 Vikalpa of others. Without a bond of confidence between himself and his subordinates, a leader cannot create unity of purpose and shared vision. Confidence in a leader cannot be sustained when his subordinates perceive that he is basically pursuing his own self-interest. Such a leader cannot lead and generate values in work and interaction. Without values, leadership has no meaning.
